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Our Journey

•Bernalillo County

•Evolution of Performance Management

•Our Team

•Process Improvements

•Technology Leveraged 
OpenGov Dashboards
Webpage Development

•Going Forward



Bernalillo County: Who we are

2600 employees

35 departments

650 million $ operating budget

5 commissioners

5 elected officials

Located in central New 
Mexico

1160 square miles

Incorporates the City of 
Albuquerque



Bernalillo County: What we do & who 
we serve

Animal Care

Fire
Economic Development
Emergency  Communication
Fleet & Facilities
Jail
Parks
Roads
Sheriffs 
Technical Services

Zoning (Planning & Development)

676k residents 

111k residents living in 

unincorporated areas 
of the county



Bernalillo County: Fun Facts



Where we started

2012 to 
2015

Leverage 
technology (ERP)

Align Budget
Focus on user 

needs

• Budget & Business Improvement (BBI) 

• BI focused on managing ERP projects
• Major system upgrades & new functionality

• User adoption

• Established own project management methodology

• And then…technology functions moved to IT
• ERP moved back to IT & BI role changed

BBI

BIPO

OEO



And then…

• Business Improvement & Performance Office 
(BIPO)
• Business Improvement team (all 3 of us) shifted 

focus to:

BBI

BIPO

OEO

Late 
2015 to 
early 
2019

Strategic Planning

Performance Management

Business Improvement



Where we are now

• Operations Excellence Office (OEO)

BBI

BIPO

OEO

Early 
2019 to 
present

Strategic Plan 
Alignment

Department 
Performance

Improve 
Processes



Our Team

• Team consists of…
• Manager – lead projects & program, design 

processes

• Analyst – technical design & analysis, process 
development & improvement, end user training

• Specialist – data specialist, technical & process 
support

• 2 interns – contingent upon funding, provide 
support to web pages & dashboards 



When BIPO was created…

• Analyzed Performance Management at the county

• Looked at
• What did we do in the past?

• What did we have to do?

• What did we want to do?

As is To be



Improving Performance Management

• All decisions made using these guiding principles… 



6 Areas Analyzed

Performance Book1

• PDF book
• Almost no hits

• Tables of data not 
understandable

Budget Book3

Strategic Plan2

Need public to be 
involved…so far just a 

management plan

It would be 
helpful to have 

some 
examples of 

the outcomes

• Tables of data
• Link to budget unclear
• Trends & link to strategic plan 

unclear



6 Areas Analyzed

Quarterly Reporting4

Training6

ICMA5

• Performance an afterthought in 
quarterly budget reviews

• Who’s looking, so why bother?
• Inconsistent, difficult to use forms
• Process undefined

• Extremely time consuming to enter 
data

• Comparison data difficult to find/use
• Benchmarks used as big stick
• Less than half of county services 

included

• Not targeted to people 
who provide the data 

• Forms difficult to use
• Process unclear



Result:  Improve Process & Tools

Process
• Measure what matters!

• Ask departments…
1. What does community want to 

know about dept.

2. What does dept. want the 
community to know

3. What does dept. want to learn 
about itself

• Transparency 

• Accountability

Tools
• Dashboards!

• Wanted interactive graphs that 
are easy to understand



Research, research, research

• Find others already doing it well
• What is their process?

• Talk to them…ask them what 
worked for them & what didn’t

• Look at their websites

• What tools are they using?



Researched Performance Systems

• Researched system agnostic tools
• BI, Information Builders, Socrata, OpenGov, Junar

• Data for performance measures comes from 
everywhere
• SAP, Accela, NeoGov, Spreadsheets, etc.

• Needed centralized system to gather & transparently 
report performance data

• Time spent entering gathering data needs to be worth 
the effort (output > input)



Easy to use

Easy to 
understand
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As Is To Be

Dashboards needed to be…

Interactive

Transparent



Started Process to Procure System

• Built listing of functional requirements

• Analyzed costs

• Prepared RFP

• Secured funding….

• Cancelled RFP and project funding reverted



Focused on Improving the Process & 
Data

No point in building dashboards if data not good or not tracking 
meaningful measures

Went to Plan B: Gather & graph the data in Excel 

• Still wanted to greatly improve performance management process 

• Regular meetings to review with directors, deputy county managers
Not just a checkbox exercise

People are looking at this

It’s important

AND THEN…..ICMA discontinued Performance Platform



Still needed a Replacement for ICMA 
Platform

• Found OpenGov – July 2016

• How we got it approved?
Replacement for the ICMA Performance Platform

 Didn’t need IT analysis – system replacement & offered functionality that couldn’t 
be built internally 

Cost effective
 Didn’t need to seek large budget as we were just coming off the budget crisis

Public sector specific functionality

Procurement – utilize GSA

• Contract approved in Sept 2016



System Implementation

Phase I
•Financials

Phase IIA
•Comparisons – CivicDashboards

Phase IIB
•Performance Dashboards

Late 
2016



•OpenGov Intelligence
• Load budget & actuals from SAP
• Enhance transparency
• Data more accessible, easy to use
• Graphs & dashboards
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Late 
2016-
Early 
2017

• Which t-
code?

• Cost centers?

• Which report 
gives me 
which 
information?

SAP

• Click

• Drill to what 
you need

• Saved views 
for FAQs

OpenGov

Phase I:  Financials



• Used OpenGov Intelligence to build transparent dashboards
https://www.bernco.gov/finance/opengov-financials.aspx
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Transparency
Late 

2016-
Early 
2017

https://www.bernco.gov/finance/opengov-financials.aspx


• CivicDashboards.com
• Provides data for all municipalities on 

population, unemployment, income, 
crimes, housing, building permits, 
insurance, education

• Easy side by side comparisons
• Easy to build dashboards (with 

OpenGov)
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•OpenGov Network
• Compare to other                  

OpenGov customers                    
based on population and      
revenues

Phase IIA:  Comparisons

Early 
2017

Currently have 11 
comparison 
dashboards



• OpenGov Open Data Platform
Datasets from all systems

• Download data to Excel, upload to Data Portal
• Build templates for summary/non-system data
• Machine readable

Dashboard Builder
• Built dashboard for each department

Phase IIB:  Performance
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Then rolled out to 
all 35 depts. & over 
300 measures by 

end of April

Early 
2017

Piloted this rollout 
initially with 7 depts. 

& ~50 measures 
(Jan-Feb)



ERP Integration
• Built interface from SAP to OpenGov for travel data to automate 

this process
• Later added more ETL (Extract Transform Load) interfaces

• Credit Card data
• Checkbook Register

• These replaced older transparency sites

Automated data 
extract from SAP

Load to secure 
FTP site

Integrated to 
OpenGov

Phase IIB:  Performance
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3 SAP to OpenGov 
ETLs

Early 
2017



• Piloted dashboard build out 
with 7 depts.

• Talked a lot about their data:
Where does it come from 

(system, other)?

How & what can be extracted?

Data upload templates created
Summary data

Detailed data

How are the measures 
calculated?
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Data…from ugh to aha!

Early 
2017

Data gathering process & 
conversations were difficult at the 

start…had a lot to learn about 
what data was available & had to 

build our own process



• Dashboard design
Had lots of ideas of how we wanted 

these to look
Easy to understand…if you have to think 

too hard then not a good dashboard

• Lots of long meetings with 
OpenGov development team…

• OpenGov trained us to build and 
maintain
More technical than we really wanted it 

to be (SQL)

• Standardized graph types for each 
category of performance measure

28

Dashboard design

What we wanted
vs

What is possible

Early 
2017

Got better once we got here

Built out ~350 
webpages 5 goals, 
35 depts. & over 
300 measures by 

end of April



• BERNCO VIEW – County’s transparency site
Strategic Plan & Dept Performance web page

http://www.bernco.gov/finance/strategic-plan-and-department-performance.aspx
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How to get to the dashboards?
Go-Live 

May 
2017

http://www.bernco.gov/finance/strategic-plan-and-department-performance.aspx


Design & Build Webpages

• Webpages were built to 
make performance data 
accessible to public

• “Live, interactive” strategic 
plan

• Tell the story about each 
performance measure, not 
just dump data & graphs

How to bring this all together?

Built out ~350 
webpages 5 goals, 
35 depts. & over 
300 measures by 

end of April

Built out ~350 
webpages 5 goals, 
35 depts. & over 
300 measures by 

end of April



Embedded the OpenGov Graphs

We currently have 
~1400 tiles in 
performance 
dashboards 



Built out detailed reports

• Focused on operational 
data related to 
performance measures

• Can we get the data 
from the system?

• How can it help the 
department to have 
visibility to information 
related to performance 
measures?
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Financial

Operational 

Leverage data from ERP & other 
systems

Started 
focusing 

here 
mid-2017

We currently have 
55 unique OGI 

reports
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Stories helps to bring it all together

We currently have 
61 stories



Dashboards in 
Performance Platform

We currently have 
30 operational 

dashboards + 34 
department 
performance 
dashboards



Making lots of data manageable & 
understandable 
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Data Information Knowledge Analytics
Data Driven 

Decision 
Making

Still evolving & growing

• Working towards data 
driven decision making

• Having the right tools & 
good process helps

• Focus first is on having 
depts. engaged in 
analytics & 
performance

Organization 
cares about 
analytics & 

performance

Public engagement



Contact us

Veronica Schornack
Operations Excellence Analyst 

vschornack@bernco.gov

Angela Montano
Operations Excellence Specialist

amontano@bernco.gov

Maria Zuniga
Operations Excellence Manager

mzuniga@bernco.gov
(505)468-1864


